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The I n t e r n  a t ion a 1 Confer  en c e 
On  The F u t u r e  o f  P u b l i c  A d m i n i s t r a t i o n  

I am p l e a s e d  t o  p a r t i c i p a t e  i n  t h i s  c o n f e r e n c e  where 

we can exchange  views on  a common problem--how t o  improve 

t h e  e f f i c i e n c y  a n d  e f f e c t i v e n e s s  o f  o u r  p u b l i c  programs and 

i n s t i t u t i o n s .  I am p a r t i c u l a r l y  p l e a s e d  t o  d i s c u s s  o u r  

i d e a s  a b o u t  t h e  r o l e  o f  program e v a l u a t i o n  i n  s u p p o r t  o f  

p u b l i c  p o l i c y .  

We have a l r e a d y  b e n e f i t e d ,  we hope m u t u a l l y ,  from 

d i s c u s s i o n s  w i t h  o u r  Canadian c o l l e a g u e s  from t h e  A u d i t o r  

G e n e r a l ' s  O f f i c e  and t h e  T r e a s u r y  Board. 

So  t h a t  you  may f u l l y  a p p r e c i a t e  any b i a s e s  which a r e  

r e f l e c t e d  i n  w h a t  I am a b o u t  t o  s a y ,  you s h o u l d  u n d e r s t a n d  

t h a t  I am an o f f i c i a l  of  t h e  General  Account ing  O f f i c e ,  which 

i s  beaded by t h e  C o m p t r o l l e r  General  o f  t h e  Uni ted  S t a t e s  a n d  
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which i s  an i n d e p e n d e n t  agency i n  t h e  L e a i s l a t i v e  Branch o f  

o u r  Government.  I want t o  u n d e r s c o r e  t h i s  p o i n t - - t h a t  t h e  

C o m p t r o l l e r  Genera l  r e p o r t s  o n l y  t o  t h e  Congres s ,  n o t  t o  t h e  

P r e s i d e n t - - b e c a u s e  o u r  e x p e r i e n c e  i n  a system based  on 

s e p a r a t i o n  o f  powers may n o t  be f u l l y  t r a n s f e r a b l e  t o  a 

pa r1  i a m e n t a r y  sys t em.  

Need f o r  B e t t e r  I n f o r m a t i o n  

I b e l i e v e  i t  has  become i n c r e a s i n g l y  c l e a r  t h a t  t h e  

need f o r  b e t t e r  i n f o r m a t i o n  f o r  p u b l i c  p o l i c y  i s  n o t  l i m i t e d  

t o  t h e  E x e c u t i v e  Branch i n  o u r  Government, o r  i n  o t h e r s .  

L e g i s l a t i v e  b o d i e s  have c o n s i d e r e d  a v a r i e t y  of  a p p r o a c h e s  

t o  o b t a i n  more r e l e v a n t  and t i m e l y  i n f o r m a t i o n  f o r  l e g i s l a t i v e  

p r o c e s s e s .  The re  a r e  common t h r e a d s  o f  conce rn  r u n n i n g  

t h r o u g h o u t  t h e s e  v a r i o u s  a p p r o a c h e s .  

- -  The s t u d y  o f  p r o c e d u r e s  i n  c o s t - e f f e c t i v e n e s s  of  

t h e  Canadian A u d i t o r  Genera l  re f1  e c t s  t h e  evol  u -  

t i o n  o f  a u d i t i n g  from a c c o u n t i n g  i s s u e s  t o  

q u e s t i o n s  o f  " v a l u e  f o r  money." 

- -  The U.S.  Congress  i s  a c t i v e l y  c o n s i d e r i n g  a 

S u n s e t  Act wh ich ,  i f  e n a c t e d ,  w i l l  r e q u i r e  t h e  

p e r i o d i c  r e a u t h o r i z a t i o n  o f  programs based o n  

a c a r e f u l  r ev iew o f  t h e  o p e r a t i o n ,  c o s t ,  r e s u l t s ,  

accompl i shmen t s ,  a n d  e f f e c t i v e n e s s  o f  t h e  

program. 

- 2 -  



- -  More t h a n  ha l f  of o u r  S t a t e  l e g i s l a t u r e s  i n  t h e  

U.S .  have enacted some form o f  sunse t  laws. These 

laws a l l  have an eva lua t ion  component which i s  

i n t e g r a t e d  i n t o  t h e  s u n s e t  c y c l e .  

- -  Recent ly ,  a s t u d y  by the  American Assoc ia t ion  for  

,' t he  Advancement of  Sc ience ,  r epor t ed  t h a t  ''much 

r e sea rch  a n d  development has  a l r e a d y  been conducted 

on measuring governmental e f f e c t i v e n e s s  a n d  p r o -  

d u c t i v i t y ,  b u t  f a r  more r e sea rch  a n d  development 

i s  needed t o  advance t h e  t echno log ie s .  Neve r the l e s s ,  

p rogress  in  a p p l i c a t i o n s  need n o t  w a i t ,  s i n c e  t h e  

techniques  a l r e a d y  a v a i l a b l e  have n o t  been used 

wide ly ."  

- -  A b o u t  4 y e a r s  a g o ,  a g r o u p  of e v a l u a t o r s  from S t a t e  

government i n  t h e  U . S .  formed t h e  L e g i s l a t i v e  

Program Evaluat ion Sec t ion  o f  t h e  National Conference 

o f  S t a t e  L e g i s l a t u r e s .  One o f  t h e i r  f i r s t  i n i t i a -  

t i v e s  was t o  engage t h e  Eagleton I n s t i t u t e  o f  P o l i t i c s ,  

Rugters Un ive r s i ty  t o  develop a c l ea r inghouse  f o r  

methods of measur ing  t h e  e f f e c t i v e n e s s  of var ious  

S t a t e  a n d  l o c a l  programs. 

1 

The Need t o  Involve Program 
Manaaers in  Evaluat ion f o r  Pol icv  

I t  i s  c l e a r  t h a t  n o  one has  a n  easy t ime dec id ing  h o w  t o  

measure program e f f e c t i v e n e s s .  This  i s  d i f f i c u l t  even i f  
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program o b j e c t i v e s  a r e  a g r e e d  upon, b u t  i f  t h e r e  i s  n o  

ag reemen t  upon o b j e c t i v e s ,  t h e r e  can h a r d l y  be ag reemen t  on 

h o w  t o  measure e f f e c t i v e n e s s  i n  a c c o m p l i s h i n g  t h e  o b j e c t i v e s .  

This  i s  n o t  t o  s a y  t h a t  e v a l u a t i o n  i s  u s e l e s s  w i t h o u t  ag reemen t  

on o b j e c t i v e s .  O n  t h e  c o n t r a r y ,  e v a l u a t i o n  o f  program 

p r o c e s s e s  a n d  impac t s  can be q u i t e  he lp fu l  t o  a program manager 

i n  i m p r o v i n g  a p a r t i c u l a r  program o p e r a t i o n  even though 

o b j e c t i v e s  a r e  n o t  c l e a r l y  s t a t e d .  However, when e v a l u a t i o n  

i s  t o  be used a t  h i g h e r  p o l i c y  l e v e l s  and p a r t i c u l a r l y  w h e n  

i t  becomes i n v o l v e d  i n  p o l i t i c a l  d e b a t e  and d e c i s i o n m a k i n g ,  

l a c k  o f  s p e c i f i c i t y  i n  o b j e c t i v e s  a n d  measu res  can become a 

ve ry  s e r i o u s  problem. 

E l e a n o r  Che l imisky  s t a t e d  t h i s  dilemma from t h e  p r o g r a m  

m a n a g e r ' s  p o i n t  o f  view when s h e  s a i d  t h a t  "many o f  t h e  agency 

managers  w h o  a r e  t o  be he ld  a c c o u n t a b l e  a r e  g r e a t l y  conce rned  

a b o u t  t h e  methods a n d  p r o c e s s e s  o f  t h e i r  a c c o u n t a b i l i t y ,  a n d  

a b o u t  t h e  a b i l i t y  o f  t h e  e v a l u a t i o n  t o  p r o v i d e  t he  c o n c l u s i v e  

d e t e r m i n a t i o n  o f  program e f f e c t i v e n e s s  u p o n  which t h e  e s t a b -  

l i s h m e n t  depends .  Program managers a r e  d i s t u r b e d  n o t  so much 

a t  t h e  i d e a  o f  a c c o u n t a b i l i t y ,  a s  a t  t h e i r  p e r c e p t i o n  o f  t h e  

l i k e l y  q u a l i t y  o f  t h a t  a c c o u n t a b i l i t y ,  t h e  p o l i t i c a l  a s p e c t s  

o f  t h a t  a c c o u n t a b i l i t y ,  and t h e  p o s s i b i l i t y  t h a t  p r e m a t u r e ,  

p r e l i m i n a r y ,  u n f a i r  o r  i n c o n c l u s i v e  e v a l u a t i o n  f i n d i n g s ,  

d i s t o r t e d  o r  even i n a c c u r a t e l y  r e p o r t e d  by t h e  p r e s s ,  
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c o u l d  r e s u l t  i n  t h e  unwar ran ted  demise  o f  a p r o m i s i n g  program."  

T h i s  s u g g e s t s  t h a t  program managers would be h a p p i e s t  i f  t h e  

e v a l u a t i o n  p r o c e s s  were d e s i g n e d  t o  s e r v e  them, r a t h e r  t h a n  

p r o v i d i n g  a b a s i s  f o r  j u d g i n g  them. 

The re  i s  n o t h i n g  wrong w i t h  program e v a l u a t i o n  d e s i g n e d  

t o  s e r v e  program managers ;  i n d e e d ,  t h e  e y a l u a t i o n  f u n c t i o n  

s h o u l d  s e r v e  t h e i r  n e e d s ,  b u t  i t  i s  f u n d a m e n t a l l y  w r o n g  t o  

assume t h a t  t h e  same e v a l u a t i o n s  w i l l  S e r v e  program managers 

and e x e c u t i v e  and l e g i s l a t i v e  p o l i c y m a k e r s  e q u a l l y  w e l l .  For 

example,  we found i n  o u r  a s s e s s m e n t  of  e v a l u a t i o n  p r o c e s s e s  

/ /' i n  t h e  U . S .  Department  o f  T r a n s p o r t a t i o n  t h a t  " i n  most c a s e s  

t h e  sys t em i s  d e c e n t r a l i z e d  and e v a l u a t i v e  a c t i v i t i e s ,  w i t h  

t h e  e x c e p t i o n  o f  a few l e g i s l a t i v e l y  mandated s t u d i e s ,  a r e  

aimed p r i m a r i l y  a t  p r o v i d i n g  program managers  w i t h  i n f o r m a t i o n  

on o p e r a t i o n a l  and t e c h n i c a l  d e f i c i e n c i e s . "  

While a n  e v a l u a t i o n  o f  o p e r a t i o n a l  d e f i c i e n c i e s  w i l l  be 

h e l p f u l  t o  a program manager ,  i t  i s  a c l e a r l y  i n a d e q u a t e  

base  f o r  broad p o l i c y  r ev iew such  a s  would be r e q u i r e d  by 

o u r  proposed  Sunset Ac t .  

In view o f  t h e  l a c k  o f  d e f i n i t i o n  i n  t h e  p a s t  o f  t h e s e  

d i f f e r e n t  needs  f o r  program e v a l u a t i o n ,  i t  i s  n o t  s u r p r i s i n g  

t h a t  program managers have n o t  a lways  been e n t h u s i a s t i c  a b o u t  

t h e  e v a l u a t i o n s  o f  t h e i r  p rograms.  We b e l i e v e  one s o l u t i o n  

t o  t h i s  problem l i e s  i n  d e v e l o p i n g  a more c o n s i s t e n t  e v a l u a t i o n  
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p o l i c y  f o r  Fede ra l  programs so t h a t  t h e  f u l l  r a n g e  o f  needs  

can be met a s  e f f i c i e n t l y  a s  p o s s i b l e .  

A B e t t e r  B a s i s  f o r  
Real i s t i c  E x p e c t a t i o n s  

We a r e  t e s t i n g  c o n c e p t s  f o r  a Fede ra l  e v a l u a t i o n  p o l i c y  

a t  t h e  p r e s e n t  time i n  o u r  own  a s s e s s m e n t s  o f  U.S. Government 

a g e n c i e s .  I f  t h e  e v a l u a t i o n  p r o c e s s  i s  t o  have a chance  o f  

s e rv ing  t h e  f u l l  r a n g e  o f  needs ,  we b e l i e v e  an  e s s e n t i a l  

s t a r t i n g  p o i n t  i s  t o  d e t e r m i n e  whe the r  C o n g r e s s ,  t h e  e x e c u t i v e  

p o l i c y  l e v e l  and t h e  program managers  a g r e e  o n  t he  o b j e c t i v e s  

f o r  t h e  program. We b e l i e v e  t h a t ,  i n  o u r  Government,  t h i s  

ag reemen t  can come a b o u t  o n l y  th rough  i m p r o v e d  communicat ions 

between r e s p o n s i b l e  l e g i s l a t i v e  commit tees  and t h e  a g e n c i e s .  

We have made some s p e c i f i c  p r o p o s a l s  i n  a r e c e n t  r e p o r t  

e n t i t l e d ,  " F i n d i n g  Out H o w  Programs Are W o r k i n g :  S u g g e s t i o n s  

f o r  C o n g r e s s i o n a l  O v e r s i g h t . "  T h i s  r e p o r t  ou t1  i n e s  an 

i t e r a t i v e  p r o c e s s  d u r i n g  t h e  deve lopment  o f  t h e  program t h r o u g h  

which communica t ion ,  c l a r i f i c a t i o n ,  and (we hope)  ag reemen t  

s h o u l d  t a k e  p l a c e .  

This c o n t r a s t s  s h a r p l y  w i t h  w h a t  has  o f t e n  happened i n  

t h e  p a s t  when l e g i s l a t i o n  has  c r e a t e d  a program and r e q u i r e d  

an e v a l u a t i o n  and r e p o r t ,  b u t  w i t h  n o  f u r t h e r  c o n t a c t  u n t i l  

t h e  r e p o r t  i s  r e c e i v e d ,  f r e q u e n t l y  w i t h  d i s a p p o i n t i n g  r e s u l t s .  
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More f r e q u e n t  communication would n o t  o n l y  p r o v i d e  more a s s u r -  

a n c e  t h a t  t h e  o b j e c t i v e s  and e f f e c t i v e n e s s  measures  a r e  a g r e e d  

upon b u t  t h a t  po l i cymaker s  have r e a l i s t i c  e x p e c t a t i o n s  a s  t o  

w h a t  i n f o r m a t i o n  w i l l  be f o r t h c o m i n g  from t h e  e v a l u a t i o n .  

Danger o f  Over E x p e c t a t i o n s :  
The Black-Box Syndrome 

G A O  has  encouraged  a n d  s u p p o r t e d  v a r i o u s  r e fo rm i n i t i a t i v e s  

i n c l u d i n g  sunse t ,  z e r o - b a s e  b u d g e t i n g ,  a n d  pay i n c e n t i v e s  f o r  

management e f f e c t i v e n e s s .  A t  t h e  same t i m e ,  we a r e  conce rned  

a b o u t  b u i l d i n g  e x p e c t a t i o n s  which c a n n o t  be met .  We have 

s e e n  t o o  many p romis ing  i d e a s  c o l l a p s e  because  o f  what I h a v e  

c a l l e d  " t h e  b l ack -box  syndrome."  

This happens when an i n t e r e s t i n g  and u s e f u l  i d e a  f o r  improving  

management i s  o v e r s o l d  i n  an  a t t e m p t  t o  g a i n  s p o n s o r s h i p .  The . 

r h e t o r i c  t a k e s  o n  an e v a n g e l i c a l  f l a v o r ,  c l a i m i n g  t h a t  t h e  n e w  

t e c h n i q u e  w i l l  somehow s o l v e  a l l  p roblems.  The i d e a  g a i n s  

o f f i c i a l  a c c e p t a n c e  and i s  implemented .  Sudden ly ,  we beg in  

t o  d i s c o v e r  t h a t  t he  new t e c h n i q u e  does n o t  q u i t e  l i v e  u p  t o  

t h e  p romises .  D i s i l l u s i o n m e n t  s e t s  i n  and t h e  new t e c h n i q u e  

i s  abandoned because  i t  f a i l e d  t o  d o  t h i n g s  which s h o u l d  have 

n e v e r  been e x p e c t e d  o f  i t .  

U.S. e x p e r i e n c e  w i t h  P P B S  was a c l a s s i c  example o f  t h i s  

p a t t e r n .  U n f o r t u n a t e l y ,  t h e  same problem c o n t i n u e s  t o  p l a g u e  
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e f f o r t s  t o  improve p u b l i c  a d m i n i s t r a t i o n .  A s i m i l a r  p a t t e r n  

l e d  t o  t h e  demise o f  Management by O b j e c t i v e s  ( M B O )  and i n i -  

t i a l  assessments o f  Zero-Base Budget ing  ( Z B B )  i n d i c a t e  t h a t  

i t ,  t o o ,  i s  f a l l i n g  short  o f  t h e  i n i t i a l  c l a i m s  made f o r  i t .  

A common f a i l i n g  o f  t h e s e  e f f o r t s  was t h e  w h o l e s a l e  

i n s t a l l a t i o n  o f  a . "sys tem" w i t h o u t  p i l o t  t e s t i n g .  I t  d e p r i v e d  

us o f  t h e  o p p o r t u n i t y  t o  a d j u s t  t h e  c o n c e p t  i n  t h e  l i g h t  o f  

r e a l  e x p e r i e n c e .  T h a t ,  o f  c o u r s e ,  r e f l e c t s  t h e  e x t r a v a g a n t  

i n i t i a l  c l a i m s ,  t h e  r e s u l t i n g  h i g h  e x p e c t a t i o n s ,  and o u r  

normal i m p a t i e n c e  f o r  r e s u l t s .  As weaknesses  beg in  t o  a p p e a r ,  

we c o n t i n u e  t o  be i m p a t i e n t .  R a t h e r  t h a n  c o r r e c t i n g  t h e  

weaknesses ,  we d r o p  t h e  i d e a  a n d  l ook  fo r  t h e  next  b a n d w a g o n  

t o  j u m p  o n .  I would l i k e  t o  s e e  us b reak  t h i s  p a t t e r n ,  

and I b e l i e v e  we must, i f  we a r e  t o  a c h i e v e  g e n u i n e ,  l a s t i n g  

improvements i n  t h e  way we make and change p u b l i c  p o l i c y .  

C o n s e q u e n t l y ,  I w i l l  n o t  o f f e r  you any b l a c k  boxes 

t h r o u g h  which you can s o l v e  a l l  y o u r  problems.  Some o f  t h e  

i d e a s  t h a t  we a r e  e x p l o r i n g  may w a r r a n t  w i d e r  u se .  B u t  even 

i f  t h e y  a r e  s u c c e s s f u l ,  a d e c i s i o n  t o  t r y  them e l s e w h e r e - -  

p a r t i c u l a r l y  i n  a n a t i o n  w i t h  a d i f f e r e n t  c o n s t i t u t i o n a l  

s t r u c t u r e - - s h o u l d  be made o n l y  a f t e r  c a r e f u l  c o n s i d e r a t i o n .  

I a l s o  u rge  a p e r i o d  o f  p i l o t  t e s t i n g  f o r  any  i d e a s  y'ou j u d g e  

r e l e v a n t ,  w h e t h e r  o u r s  or anyone e l s e ' s .  O t h e r w i s e ,  you may 

f a c e  someth ing  a n a l o g o u s  t o  o u r  e x p e r i e n c e  w i t h  P P B S - - a n  i d e a  
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which worked wel l  i n  o u r  Defense Depar tment ,  b u t  l e s s  wel l  when 

a p p l i e d  m e c h a n i c a l l y  t h r o u g h o u t  t h e  U.S .  Government. 

C o n g r e s s i o n a l  I n i t i a t i v e s  i n  
Program Eva1 u a t i o n  

In f a c t ,  however,  P P B S  i n  my c o u n t r y  i s  n o t  n e a r l y  a s  

dead a s  i t  i s  a l l e g e d  t o  be.  The re  i s  a d i s t i n c t  s i m i l a r i t y  

between the  e f f o r t s  o f  t h e  U.S. Congress w i t h  r e s p e c t  t o  

budget  r e f o r m ,  program e v a l u a t i o n  and s y s t e m a t i c  o v e r s i g h t ,  

and what o u r  e x e c u t i v e  branch was t r y i n g  t o  do w i t h  P P B S .  

E f f o r t s  i n  bo th  b ranches  a r e  prompted by a f a i r l y  s i m p l e  

t r u t h :  s o c i e t y ,  and g o v e r n m e n t ' s  r o l e  i n  i t ,  a r e  j u s t  t o o  

complex t o d a y  f o r  fundamenta l  p o l i c y  c h o i c e s  t o  be made i n  

a h i t  or miss  f a s h i o n .  

To make a n  in formed d e c i s i o n  any d e c i s i o n m a k e r  needs  

t o  k n o w :  

- -  What happened i n  t h e  p a s t ?  

- -  Why d i d  i t  happen? 

- -  What a r e  t h e  o p t i o n s  f o r  t h e  f u t u r e ?  

- -  What a r e  t h e  i m p l i c a t i o n s  o f  t h o s e  o p t i o n s ?  

I d e a l l y ,  p r o g r a m  e v a l u a t i o n  w i l l  s u p p l y  answers  t o  t h o s e  

q u e s t i o n s .  In r e c e n t  y e a r s ,  t h e  most i m p o r t a n t  s t i m u l u s  f o r  

deve lopment  o f  e v a l u a t i o n  c a p a b i l i t y  i n  t h e  U.S. has  been t h e  

Congres s .  
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In t h e  l a s t  10 y e a r s ,  t h e  Congress  has  i n c r e a s i n g l y  

r e q u i r e d  e v a l u a t i o n  o f  a p r o g r a m  i n  t h e  laws a u t h o r i z i n g  t h a t  

program. In some c a s e s ,  t h i s  t a k e s  t h e  f o r m  o f  g e n e r a l  

requi rements ;  i n  o t h e r  c a s e s ,  t h e  s p e c i f i c a t i o n s  a r e  v e r y  

d e t a i l e d .  We, i n  G A O ,  have encouraged  and a s s i s t e d  t h e  

Congress  i n  d e v e l o p i n g  such l e g i s l a t i v e  l a n g u a g e .  

Congress has a l s o  a c t e d  i n  a more g e n e r a l  f a s h i o n .  The 

Congres s iona l  Budget Act o f  1 9 7 4  s p e c i f i c a l l y  s t r e n g t h e n e d  

t h e  l e g i s l a t i v e  e v a l u a t i o n  r o l e  o f  t h e  General  Account ing  

O f f i c e .  I t  r e q u i r e s  us t o :  

- -  rev iew and e v a l u a t e  government programs,  

- -  deve lop  and recommend methods f o r  r e v i e w i n g  a n d  

e v a l u a t i n g  government programs and a c t i v i t i e s ,  and 

- -  a s s i s t  commit tees  i n  d e v e l o p i n g  s t a t e m e n t s  o f  

l e g i s l a t i v e  o b j e c t i v e s  and g o a l s  a n d  methods f o r  

a s s e s s i n g  and r e p o r t i n g  a c t u a l  program pe r fo rmance .  

These c o n g r e s s i o n a l  i n i t i a t i v e s  a p p e a r  t o  r e f l e c t  a 

g r o w i n g  r e c o g n i t i o n  o f  t h e  impor t ance  o f  e v a l u a t i o n  a s  a 

s o u r c e  o f  i n f o r m a t i o n  f o r  l e g i s l a t i v e  d e c i s i o n m a k i n g ,  coup led  

w i t h  an awareness  t h a t  t h e  a r t  o f  e v a l u a t i o n  s t i l l  has  a l ong  

way t o  g o .  

G u i d e l i n e s  f o r  Making E v a l u a t i o n  
More Useful  t o  Decis ionmakers  

Once Congress  and t h e  e x e c u t i v e  have a g r e e d  o n  t h e  
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e x p e c t a t i o n s  and o b j e c t i v e s  f o r  programs,  s u c c e s s f u l  e v a l u a t i o n  

s t i l l  depends on choos ing  t h e  b e s t  methods o f  d a t a  g a t h e r i n g ,  

a n a l y s i s ,  a n d  communicat ing t h e  r e s u l t s  e f f e c t i v e l y .  G A O  h a s  

r e sponded  t o  t h i s  need ( a t  l e a s t  i n  p a r t )  by d e v e l o p i n g  a n d  

i s s u i n g  a s e r i e s  of  g u i d e l i n e s  i n t e n d e d  t o  make program 

e v a l u a t i o n  more u s e f u l  f o r  d e c i s i o n m a k e r s .  These  gu ide1  i n e s  

a r e  o f  s e v e r a l  t y p e s :  

( 1 )  t h o s e  f o r  government-wide a p p l i c a b i l i t y ,  such as  

o u r  s u g g e s t i o n s  f o r  c o n g r e s s i o n a l  o v e r s i g h t ;  

( 2 )  t h o s e  o u t l i n i n g  ways t o  a n a l y s e  broad program o r  

f u n c t i o n a l  a r e a s ,  such a s  ways t o  d e a l  w i t h  

u n c e r t a i n t y  i n  e s t i m a t e s  o f  c o s t s  and b e n e f i t s  

from w a t e r  r e s o u r c e  p r o j e c t s ;  a n d  

( 3 )  those  c o n t a i n i n g  d e t a i l e d  g u i d a n c e  on t h e  a n a l y s i s  

o f  s p e c i f i c  programs,  such  a s  ways t o  compare t h e  

c o s t  and pe r fo rmance  o f  o u r  S e c t i o n  236 r e n t a l  

hous ing  programs a n d  o t h e r  Fede ra l  hous ing  programs.  

I b e l i e v e  t h e r e  i s  i n c r e a s i n g  r e c o g n i t i o n  of  t h e  need f o r  

such  g u i d e l i n e s  i f  t h e  e v a l u a t i o n  p r o c e s s - - a n d  i t s  p r o f e s s i o n a l  

p r a c t i t i o n e r s - - a r e  t o  command s u f f i c i e n t  c r e d i b i l i t y  t o  be 

r e l e v a n t  t o  p u b l i c  p o l i c y  f o r m u l a t i o n .  F o r  example,  t h e  r e c e n t l y  

/ e s t a b l i s h e d  E v a l u a t i o n  Research  S o c i e t y  o f  America took  a s  

one o f  i t s  f i r s t  p r i o r i t i e s  t h e  development  o f  e v a l u a t i o n  
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s t a n d a r d s  and c r e a t e d  a Committee on E v a l u a t i o n  S t a n d a r d s  f o r  

t h e  pu rpose .  We welcome t h e s e  e f f o r t s  and G A O  s t a f f  have 

p a r t i c i p a t e d  a c t i v e l y  i n  t h e  E v a l u a t i o n  S t a n d a r d s  Committee.  / 

Remembering f u l l  we l l  t h a t  I p romised  n o t  t o  p r o p o u n d  

any " b l a c k  boxes,"  I would o n l y  s u g g e s t  t h a t  you c o n s i d e r  t h e  

r e l e v a n c e  o f  some s o r t  o f  s t a n d a r d s  by which t o  j u d g e  t h e  

q u a l i t y  o f  a n a l y s i s  i n  y o u r  own e n v i r o n m e n t . '  In c o n s i d e r i n g  

t h i s  mat te r ,  however,  I c a u t i o n  you t o  t h i n k  a b o u t  t h e  t r a d e -  

o f f s  which a r e  e n t a i l e d .  I f  t h e  s t a n d a r d s  a r e  t o o  r i g i d ,  you 

may s t i f l e  i n n o v a t i o n  i n  a n a l y s i s .  I f  t h e y  a r e  t o o  r i g o r o u s ,  

you may f i n d  t h a t  no one who i s  working i n  t h e  r e a l  w o r l d  

can  meet t h o s e  s t a n d a r d s .  On t h e  o t h e r  h a n d ,  i f  t h e  s t a n d a r d s  

a r e  t o o  l o o s e  ( o r  i f  t h e r e  a r e  no s t a n d a r d s )  you w i l l  f i n d  

some p r e t t y  shoddy work p a s s i n g  a s  a n a l y s i s  and b e i n g  used 

t o  make i m p o r t a n t  p o l i c y  d e c i s i o n s .  

The re  a r e  undoub ted ly  c o u n t r i e s  r e p r e s e n t e d  a t  t h i s  

c o n f e r e n c e  where i t  would be i n a p p r o p r i a t e  f o r  a government  

agency  t o  have t h e  a u t h o r i t y  t o  i s s u e  g u i d e l i n e s  f o r  e v a l u a -  

t i o n  which ,  i n  t h e  U . S . ,  i s  v e s t e d  i n  t h e  C o m p t r o l l e r  G e n e r a l .  

For  t h o s e  c o u n t r i e s  which w a n t  a s t a n d a r d - s e t t i n g  p r o c e s s ,  b u t  

a r e  r e l u c t a n t  t o  s e e  t h a t  a u t h o r i t y  v e s t e d  i n  a government  

agency ,  t h e  E v a l u a t i o n  Research S o c i e t y  may p r o v i d e  a model 

t o  be e x p l o r e d .  I t  i s  a model which i s  f o u n d  i n  many o t h e r  
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p r o f e s s i o n s .  F o r  example,  in  many ( p e r h a p s  most) c o u n t r i e s ,  

t h e  a c c o u n t i n g  p r o f e s s i o n  l a r g e l y  s e t s  i t s  own p r o f e s s i o n a l  

s t a n d a r d s .  

S e r v i n g  t h e  E v a l u a t i o n  Needs of  
A l l  Management and P o l i c y  Leve l s  

I have a l l u d e d  e a r l i e r  t o  t h e  concern  o f  p r o g r a m  managers 

a b o u t  b e i n g  he ld  a c c o u n t a b l e  t h r o u g h  t h e  e v a l u a t i o n  p r o c e s s ,  

g i v e n  t h e  c u r r e n t  s t a t e - o f - t h e - a r t  o f  e v a l u a t i o n .  I am hopefu l  

t h a t  o u r  gu idance  w i l l  beg in  t o  a l l e v i a t e  t h i s  conce rn .  In 

a d d i t i o n ,  however, I b e l i e v e  t h e  c o n f i d e n c e  o f  program managers 

w i l l  be improved by c u r r e n t  deve lopments  i n  t h e  U . S .  O f f i c e  o f  

./ Management and Budget .  OMB has  r e c e n t l y  i s s u e d  a new d i r e c t i v e  29 
o n  Management Improvement a n d  t h e  Use o f  E v a l u a t i o n  i n  t h e  

Execu t ive  Branch. The c i r c u l a r  p r o v i d e s  gu idance  - o n  manage- 

ment improvement i n i t i a t i v e s  des igned  t o  i n c r e a s e  t h e  e f f i c i e n c y  

and e f f e c t i v e n e s s  o f  p r o g r a m  o p e r a t i o n s  i n  t h e  e x e c u t i v e  b ranch .  

I t  a l s o  emphas izes  t h e  impor t ance  o f  e v a l u a t i o n  b o t h  f o r  o v e r a l l  

management improvement e f f o r t s  and f o r  t h e  budget  p r o c e s s .  

Pe rhaps  t h e  most i m p o r t a n t  a r e a  of  agreement  between O M 5  

and G A O  i s  cove red  i n  t h e  f o l l o w i n g  s t a t e m e n t  from t h e  OMB 

d i r e c t i v e :  " t h e  heads o f  a l l  e x e c u t i v e  departments a n d  a g e n c i e s  

a r e  r e s p o n s i b l e  f o r  d e v e l o p i n g  and p u r s u i n g  comprehens ive  

management improvement e f f o r t s .  The o b j e c t i v e  o f  such  e f f o r t s  
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s h o u l d  be d i s c e r n a b l e  improvement i n  Fede ra l  p rog rams- - in  t h e  

e f f i c i e n c y  o f  a d m i n i s t r a t i o n  o r  management and i n  t h e  e f f e c -  

t i v e n e s s  o f  r e s u l t s .  The b a s i s  f o r  i d e n t i f y i n g  management 

improvement needs  i s  a s o u n d  e v a l u a t i o n  s y s t e m . "  T h i s  i s  

f u l l y  c o n s i s t e n t  w i t h  o u r  own  views. 

I am p a r t i c u l a r l y  p l e a s e d  t h a t  O M B  r e c o g n i z e s  t h e  need 

t o  r ev iew agency  e v a l u a t i o n  a c t i v i t i e s  t h e m s e l v e s .  T h e  

d i r e c t i v e  r e q u i r e s  t h e s e  r e v i e w s  t o :  

- -  weed o u t  e v a l u a t i o n  e f f o r t s  t h a t  do n o t  c o n t r i b u t e  

d i r e c t l y  t o  improving  programs;  

- -  a s s u r e  a b a l a n c e d  emphas is  on both  e v a l u a t i o n  a n d  

p r o s p e c t i v e  a n a l y s i s ,  such as p l a n n i n g  and p o l i c y  

a n a l y s i s ;  and 

- -  a s s u r e  t h a t  a v a i l a b l e  e v a l u a t i o n  r e source - s  a r e  used 

e c o n o m i c a l l y  and e f f i c i e n t l y .  

These  a r e  ve ry  s imi l a r  t o  t h e  c r i t e r i a  we use  i n  o u r  o w n  

reviews o f  agency  e v a l u a t i o n  s y s t e m s .  We have i s s u e d  r e p o r t s  

o n  t h e  e v a l u a t i o n  s y s t e m s  i n  t h e  t w o  ma jo r  d e p a r t m e n t s  and 

have a t h i r d  i n  p r o c e s s .  As  a r e s u l t  o f  t h i s  w o r k ,  t o g e t h e r  

w i t h  a b r o a d e r  a s s e s s m e n t  o f  e v a l u a t i o n  p o l i c y  i n  e i g h t  

ma jo r  F e d e r a l  a g e n c i e s ,  we p l a n  t o  d e v e l o p  a n d  i s sue  a 

g u i d e l i n e  on e v a l u a t i o n  management and p o l i c y .  I e x p e c t  t h i s  

g u i d a n c e  t o  be b u i l t  on two p r e m i s e s :  ( 1 )  program e v a l u a t i o n  

i s  a fundamenta l  p a r t  o f  e f f e c t i v e  program a d m i n i s t r a t i o n ,  
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and ( 2 )  t h e  b e s t  t e s t  o f  t he  e f f e c t i v e n e s s  of t he  e v a l u a t i o n  
func t ion  i s  improvement in  t h e  performance of t h e  p r o g r a m s  1 

being eva lua ted .  I t  i s  c l e a r  t h a t  e v a l u a t i o n ,  as  a f u n c t i o n ,  

involves  more t h a n  j u s t  those  a c t i v i t i e s  which inc lude  t h e  

word " e v a l u a t i o n "  i n  t h e i r  t i t l e .  Those  w h o  dec ide  w h a t  t o  

d o  w i t h  t h e  r e s u l t s  o f  a n  e v a l u a t i o n - - t h e  p r o g r a m  managers 

a n d  pol icymakers--are  a l s o  p a r t  of  t h e  e v a l u a t i o n  p rocess .  

Conclusion 

The governments of t h e  na t ions  r ep resen ted  a t  t h i s  

conference d i f f e r  in  many fundamental ways, b u t  we s h a r e  a 

common need t o  make o u r  p u b l i c  i n s t i t u t i o n s  more e f f e c t i v e  

and e f f i c i e n t  in meeting t h e  needs of o u r  c i t i z e n s .  There 

i s  a n  end le s s  l i s t  of t h e  t h i n g s  we must d o  t o  accomplish 

t h a t  goa l ,  b u t  somewhere o n  t h a t  l i s t  must appear  t h e  a b i l i t y  

t o  understand b e t t e r  t h e  r e s u l t s  we a r e  achiev ing  with p u b l i c  

f u n d s  a n d  t o  f i n d  ways o f  improving those  r e s u l t s .  This i s  

a n o t h e r  way t o  d e s c r i b i n g  p r o g r a m  e v a l u a t i o n  a n d  we must be 

about  t h e  t a s k .  

I d o  n o t  c la im t h a t  we k n o w  h o w  t o  d o  i t  as  well a s  we 

would l i k e ;  o u r  l i s t  of ques t ions  i s  much longer  than o u r  l i s t  

of answers.  I hope t h a t  by sha r ing  o u r  expe r i ences ,  we w i l l  

f i n d  t h a t  each o f  us w i l l  be a b l e  t o  answer ques t ions  which 

have eluded the  o t h e r s .  There a r e  enough unanswered q u e s t i o n s  

t o  keep us a17  busy f o r  many y e a r s  t o  come. 
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